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DELRVATIONSG O TIIE NI CHATLRMAN

1. In ass uwwuﬂ the role of Chairman, IMB, T hove spent Lhe poasl
three weeks observing Lhe Roard's daily functions. This time hag Lien
ample to 1) review the PMB's responsibility and purpose; 2) prasp the
significance of the Doard's present efforts; 3) ¢valuate in ny own
mind, its level ol cffectivoness; and h) develep a plan for the now
Chairmanship. |

2. 1In éeneral, the PMB appears to have searched its way in & some-
what random manner since June 1968. The reasons are too numerous with
many Vague.relevances for discussion here. However, it is clear that
the original scope of concern by the PMB narrowed rather quickly in its
atiempt to solve a variety of problcms as they occurred on a daily basis
and has resulted in an ad hoc approach to production management, Most -

g

of the prochms have developed in the ba ic dnd direct reportlnn programs

‘(ﬁfP) %hlch accounL for abou+ one-third Oof the Centei-é ‘total pfoductlou
yg%wgbnuumes moqt of the PWB s elfforts. Doubtlessly, the size of some
problems was such that an ad hoc approach to solutioné was the only choice
in the face of short deadlines and irregular workloads. An overconcera
by the. PMB for.minutiae is evident in it's present operations causing

R

the Boéfdité gravitate further from its original purpose and posture.

A factor that is also contributing significantly in the wrong direction
is the apparcnl preoccupation of FMB wembers towarqwtﬁgir‘igdividua
Group interests voréus Board.pg;posgf Nevertheless, progress has been
madé;'éééégcular]y in recent months. Tt is not a balanced progress but

1s reasonable. The Board has resumed an enlarged scope of concern for

.overall production in the Center. Tt is developing an improved project
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ctatus of all peojects in the Cenler syslem, An eflort is underway Lo
establish on a product-type basic, reasonable and practical PSG production
"turn~around” times in terms of day(s) and weeks as standsrd. Tt is
planned thut such standards will include sufficicnt fle%ibjlity for the
Center to cope with crisis and high-priority inbuts. These are steps in
the right direction and when accomplished, should permilt broadeninz with
accelerated‘progfess.
3. As the new Chairman, I would like to rclate to you my concepts
and purpose, Tirst by reviewing the purposc for which the Board was estab-
lished, specifically to: |
-~ Assist the Executive Director; NPIC in the management of the
Center's substantive and tcchnical production.
- Coérdinate and schedule production.
-~ Keep the Executive Director currently advised of workload status
and near-term forecasts. |
== Tdentify and refer to the Ixecutive Director malters which require
policy decisions.
- Determine alternatives avallable for wmeeting production déadlines
and recommend appropriate acﬁions. |
In addition, I'd like to propose both a short- and longer-range plan for
achieving the Poard's main objective as follows: ‘
A, SHORT-RANCGE OBJECTIVES
“'E@éﬂ{&ﬁgiﬁﬁmﬁEQEENEE,EEEEEEE' The PMB must immediately refocus
its”attgntion in to;ms of &ll inputs to the production Cyclb.

Over emphasis in cne area i.e. basic and direct versus first-

‘f‘*-"""'v::'w e,
- LT pangs
L..--;af ------- 1 PRy

Approved For Release 2004/02/12 : CIA-RDP78B05703A000400010008-3




Approved For Reka’se 2004/02/12 : CIA- RDP78805703A(M400010008 3

»plollation dll(l obher will provent o capabi L ity Lo hal-
ance Lotal proluction.  IL appears that many of the "buges " vl L
which the Board spends wuch time can and should be relegated to
intcr«Gréup coordinators and not be the concorn of PMB. The
overvicew of lthe Board should include only significant problems

or itcms that cannot be handled elsowhere.

- Determlne The most CfiCCLLVC manner for Lhﬁ P”W te report to the

Exccutive Director. Arce the "daily winutes" meaningful? For

example, a project reported overdue in one component with con-
tinued banter in the winutes for 2 or 3 days after is not help-
ful unless that project is of high concern in the Céntei Should
ve keep a daily log of activities and report only weekly in sum-

wary form? ‘Yhere has been much trivia in the minutes.

T ="Weak links. Tdentify and propose solutions with alternatives to "

veak Llinks in the production cycle e.g., typesetting in PSG.

- Data bank. The PMB at present does not have cnough accurate and
current informat;on withrwhich to determine the Center production
capability. Such information is essential Ffor proper scheduling,
balancing, and forecasting of production loads. A "slide-rule"
must be made from reasonably accurate data. Does the Center know
for instance, how many porsons in IBG and PSG (within reason)
will be attending tréining courses during the month of June '707
Annual leave plus usual increases in ﬁission activity durihg
that time of year could completely abort the present tail-epd
load of Tourth-quarter reporting.

f""_nm
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Approved For Release 2004/02/12 : CIA-RDP78B05703A000400010008-3



©

Approvpd,Foan'P%s R00402112.; GUYRDPTOBIS703APY °°°1°9{?33 & posead

at the [MB are invariobly carried buacl: o Croups resulting in

over rcaction wilh wultiple rawaedies which generally refloct

Group raﬁher than Center interest. The DML muet solve problems
with assistance (only as necessary) frow Groups.
Egﬁigﬁ;yﬂﬁwgygggggggi. While T do not at this time have a spcgific
suggestion for change, I feel the PMB should reconsider ils operat-
ional procedures. It may.be a "tired" format that if improved
would revitalize member interest and effectiveness, |

LONGIER- RANGE ORJECTIVES

Explore new production concepts. The short-range objectives cited

gbove arc intended to maintain pfesent levels of production effi-

ciency while improving aspects of the existing production system.
At the same timé, the PMB should explore totally new concepts for.
production procedures in line with thg Center's Tive-Year Plan
projections. In wy opinion, the present production system has
becn out-woded for a long time. Development of new‘concepts
should have "no holds barred" relative to organ17aclonal design--
within reason of course, |

Innovation. As new tofal concepls arc cxpiored, any element(s)
of a concept that is an improvement, is applicable, and feasible
to the present systemlshould be recommended for implementation.
This could bring improved efficiehcy fo the present system earlier

and easc the transition to an improved overall systen later,

r_-,\-‘;-_,r— ‘l‘"!'i F.!_,r-,r
k.~—\4..:.!w o lv‘r:!?
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Lo a'w oswre that we will surface additbionsl objectives in time.  And
of C(.nu'se, there are wany incidentals nol wenlbioned which relate to all ol
th'c above. Bub t-hj,s is the wvay T see the Job to be done and I welcome your
conment - agrecmont or otherwise.
5. Finally, I view the rolce of lchairman, as mainly the shoephard,

conscience, and spokesman for the Board.

e I .
Tyou i free,
SR n e

LT d
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